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Statistics, Trends, and Recommendations

This report details the most recent updates from the Seattle
of the Employee Ombud from April 26Rthrch 2022.
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Executive Summary

With atransition back tphysical officeshe implementation @f new City vaccine mandate, and
new understandings of the continually changing needs of pilneCItiEO continues to partner
with all City staff to help deescalate the conflicts that willllyadisse during a time of such rapid
change.

Our 20212022 Annual Repooutlines office structurgpdates androvides updates aur

outreach efforts for the yedYealsohighlight ongoingfforts to examine our impact and institute
accountability mea®sin order to catinuallyimprove our service®f the 215casespened irthe

last yearwe achieved either full or partial resolution of 73%, while 20% had no action requested and
7% did not achieve resolution.

Our top three systemic trends have remained coysaurio yeawith 34% of casasirectly

related tassues ofliscrimination25%ito lack of clarity in poliaand 20%o lack of consistency in

policy implementation including disciplinary processes. We have offered recommendations in each
of our previous Annual Repoaisd have distilled those recommendatioayeamto five

solutionsWe believe these five actiongkién by the Cityould substantially address the ongoing
systemic trendse haveseen:

1) Devote substantial resources and energy to collecting Citywide data about disciplinary action
and, eventuallgevelopa consistent citywide guidefioedisciplinay action.

2) Develop a comprehensive leadership support structure including training, mentorship
programs, and coaching for all people leaders at the City.

3) Develop a transition management model for consistent use throughout the City.

4) Developreintegration protocols for staff returning from leave.

5) Sreamline ADA processes.

We also outline our own capacity building efiotielp address systemic trends and provide
updates on our work on the Hate Crimes Executive Order. Our 2022 Prioréles hélp guide
our work in the coming yedihose priorities are:

1) Develop a Change Manage Protocol for the City.
2) Offer Executive Coaching to City Leaders.

3) Pilot the Trauma Informed Care program.

4) Discipline Data Project.

5) Streamline ADA processes.

6) Pilot Anti-Extremism Training.
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Note from the Director

Transition is a word thaaptures many of our collective
experiences this year. Transitiwough varying pandemic
responseélirectivesteturn to worksite directivesjolving
safetyprotocolsransition through a changing economic
outlook,andinfrastructure growtforecastsContinually
through the past two years, transition through stages of «
mourning the lives lost to a deadly vidlgser to home, big
changes and transitionCity leadership with a new Mayor
taking the helmithin all these transitions are lessons for
to learnasacity, a community and a leading voice for
nationwide conversations on equity and justice.

These pandemic years hfavtherdemonstrated the deep ideological and perceptional divisions in
our midstThe nature of conflict and workplace issues presented to our office during this period
arereflective of that divid&ven though remote working and social distancing helmadhess

number of interpersonal conflithat occumwhen people are in proximity to each other, there is no
denying thaideological objections to masking and vaccine maméstiéstions on social

gatherings and other pandemic response measures brougthteaimost seriowonflict within

our workforceOur employees are subjecteddwerfulsources of information, misinformation

and influenceandit is becoming increasingly evident that we would have to engageplémo

matter what their ideologlcstance is. It is no longer practicalgthand out information that we

believe is scientificalliell supported, morally above reproach and logically sound. We must make at

|l east an earnest attempt at Ogeatarxliveassnaldend, t he

response to the questiakiyhy® The Office of the Employee Ombhéds attempted to provide
that safe space to City employees throughout the pandemidigeatbey caask questions
about RTO timelines, AWA agreements, PPE equipreaardpay and a multitude of
otherconcerns.

Our approach has been to engage folks, listen, provide context arshtiestrie the fact théte

majority of decision makers related to these protocols are very cognizant of equity and access needs

of our employees. Decisions leading to dismissal or disengagement of a stadiremamtband
takenwith immense amount of consideration. There arthimgs that have helped this year as we
engaged with ofterery upset and distraught employees. First, mandate enforcement decisions are
deliberative, made oweperiod of timgand made by more than one perSatond, religious or

medical exemption reggts are also reviewed by a panel, limiting indpvé&tsahal bias from

getting in the way.

As an accountabilitynction forthec i t y, we are channeling our |
key priorities fothe coming yearsirstly, a city otiis size needs a robust Change
Managemeritameworkand our office is gearing to provide this service. \Atfe planning to get
involved in a proactive way before major policy or leadership change in a depalitiiery.

feedback from staff beforeméeadership is in plateiefing incoming leaders on the known
needs/issues of the group they are to seol@ing listening session before new policy/process is
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institutionalizedhese are Systemic Trends 202
someof the ways we aim to

help ease some transition . Promotion
painsOur second new priority . Issues
area is Executive

CoachingThere are very few ,

leadership and people o Retaliation
managemersolutions available

to the average city employee.

Leadership atinues to present o ADA
itselfas an abstract trait, Issues
almostike a lucky draw, some

have itaplenty and others lack Conflict of
the fundamentals of it. It is our interest
observation that effective

leadership, with the highest 00C
standards of transparent O Issues

communicatiois key

to employee compliance rates, e i
sensef wellbeingand general c '"ng

. processes
acceptance of changing
protocols. OEO is gearing up
to provide hands on executive - No reintegration
coaching to people managers plan

across the city to initiate the

process of cultivatingpnsistent standards of stewardship and effective managemeranmOuill
be trained and prepared to coleetders, management teamssapérvisors acroda/isions, crews
and departments to make sound choices and most important§glf@aoountabilityechniques
that are essential for preventing repetitiva.Adrese earnest efforts at correctibmonly effective
if they come accompanied by measurable signs of corteistionr promise to th€itythat after
coaching leaders on known areas of growth, we will make recommendatidhaytortbie
accounthility if no signs of improvement are apparent.

SDHR in collaboration witmanystakeholderfias added a definition of workplace misconduct to
thepersonnel rules. Thisasiuge step forward for our workforce. There is the opportunity to name

and deihe conduct that previously got lost betvarensetf rules or the other. OEO wants to

build on this effort and identify instances of hate motivated cenduetcan recommend

known/expected consequences for sgregiousicidentsOur work to preventate Crimes and

Crimes of Bias continues this year as we introduce the first ofétdkead e and Extr emi s
P r e v etrainingdorcidy employees during Sumr2eg?2.

Best Regards,

i,

Dr. Amarah Khan

Office of the Employee Ombud
Dr. Amarah Khan, Director
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Office Structuré& Updates

In 20222022, we continued to

provide most of our services remotely,
but we havéegurto transition back

to the office as the telework

restrictiondave liftedWewere able

to addtwo temporary positiorte our
office andwill be hiring foboth a
permanenOffice Coordinator and
Training Program Specialisearly
2022.

We had temporary support in 2021
2022 for the Training Specialist
Position from Christopher Artis.
Chr i s tcarpehbegadveth a
focus on strategic planning, program
development and organizational
capacity building efforts to remove the personal afespional barriers faced by people living in
poverty. He then spent 10 years in asezular environment developing leaders, managing creative
teams, and coaching individuals through their most challenging seasons of life. We are pleased to
welcome hima the teamChristopher spearhestthe Hate Crimes Executive Order workgroup

and continedt 0 mo v e @éntiHExtreniistn itraine@ Bnplementation amond &ity staff.

We have also had staff departures from our fdzadnl Omarwhohasserved as Assistant Ombud

for Capacity Building since 2019, will be leaving the OEO in March of 2022. He was instrumental in
developing our Bystander Intervention, Responses to Discrimination, Conflict Management, and
Effective Management trainings. Wemis his contributions to the team and work with our

office. We hope that veanhire a permanent replacement as soon as possible in 2022 to help
continue his important work.
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Case Management Process

Below is a graphic designed to help ctauifgase managemenbcessGiven the complexity of
cases, this process, particularly in intake and resolution phasesbaskdaryhe needs and
goals of the vigit. What is always a constant is that City employees reporting concerns to OEO are

N

empoweed to decide what path to resolution they wish to take

Closure

MReassess other
options

Office Tenets

The Office of the Employee Ombud has four main tenets that guide odrthes& same tenets
govern the working scope ocdnyOmbud offices around the world.

Ombud
Principles

Impartiality
impartiality, fairness, and objectiv
in the treatment of people and
consideration of issues
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Qutreach

Over the past year, the Office of the Employee Ombud has sustained its outreach efforts despite
continuing challenges with the COVID Pandemic. To continue building relationships and

establish our presence as a new entity within the City of SeattlelgQ@ticipated on several

internal workgroups and committees. We have contributed to titarassment and Anti

Discrimination IDT, the Return to Office Interdepartmental Teams and Workforce Equity Strategic
Plan; participated in the Learning and Dewednt Community of HR Practice, ADA Community

of HR Practice, SDHR Black and HSD White Caucuses, as well as Change Team meetings citywide.

External Professional Groups

Externally, OEO has become a member of and contributed to profe3simialorganizations
worl dwi de. OEOO®6s netematemralsOmbud kstitute, dritad StatestOmisud
Associationand the International Ombud Associatitrere OEO staff seevon theExecutive
Board, Finance Committee, and Diversity, Equity, Inclusion and Belonging Taskforce
International Ombud Association (I08an organization for practicioghbudsthat supports
professional development, networking,camsistency of practice among organizational ombuds
worldwide. The OE®Q s chartered under the | OAds Charter,
establishe8tandardef PracticeandCodeof Ethics As members of the International Gund
Associationallthe OEO teamattended th2021Annual Conferencédditionallyour Director,
Amarah Khan has beeaertified as a Certified Ombudsman Practiti@@OP), and Emma Phan
also achieved h€O-OP certificationn Juneof 2021

The OEO is also involved with local network®wibudcolleaguedike the Northwest Ombud

Group. We participated in their lasaderly meeting Decembeof 2021 We continue to expand

our network to learftom colleaguds hopes to provide the most informed and standardized

service to City of Seattle Employees. Because of our established presence, other jurisdictions,
including the New York City Department of Health and Mental Hygiene, have reached out to seek
OEO suppot and guidance on how to create their own gover@meiptidentity. Additionally,

Nati onal Public Radiobds Puget Sound affiliate
Ombud, Abdul Omar, to learn more about our Bystander Intervention Training,henmidetin

Anti-Asian hate crimes in Seattle.

Internal Outreach to City staff

When OEO receives a report, the incident may initially be isolated to two people experiencing
conflict. However, we realize that there are often others who can offer irglgrinose

contribute to the case. In this respect, OEO does extensive outreach to a broad range of City
employees, including executive leadership. Individual cases may also shed ligloabtmnitastges

within a unit or division. When OEO makes dissssrentto involve others outside of the initial

reporters, there are a variety of ways in which we address those issues: we hold listening sessions to
gain broader perspective, conduct trainings to build conflict management skills, or collaborate with
leadership to create and distribute inclusaitlits
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Over this past year, OEO has strengthened our relationships with other departments via monthly
meetings with designated points of contact. To date, we meet regularly with leadership and HR
across 17 uisi and departments. During these confidentiabieoee meetings, OEO and

department designees exchange depaispexific information regarding individual cases, trends,

and themes. The purpose of these meedstandngs i s
strategize ways to facilitate individual and depamngensuccess. We use the point of contact

meetings to serve as stakeholders on the corrective measures needed to resolve a reported concern
or to address a larger trend. If an employeeedmmmething anonymously, we address the issue

at hand without disclosing who initiated the report to OEO.

The primary focus of our outreach efforts is to listen to and learn from our colleagues. Our internal
partners provide us with the most currentugrid-date resources in order to better serve

employees. As a growing department we hope to further expand our reach in the coming year. We
will continue to participate in citywide discussions, soliciting direct feedback from employees, and
identify trend inorderto resolve conflict and provide recommendations to improve the workplace.
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Accountabllity& Impact

With eaclmew situation brought to the offitke OEO strives to serve the individualiengiove

our workplace culturge do thi®y resolving concerns for the individual but also by looking at
each individual caae a means of learnadgput larger patterns, trends, and themes throughout the
systemThat systemic learnitigen helps our offic@ tadvocatéor meaningfuchange and
improvementhroughout City policies and procedufesa confidential resource, we cannot share
specifics of any case brought to our offibéch can sometimes make it difficuiémonstrate the
impact of oumwork In this section, weetiail our efforts to be accountable to the system and the
individuals we serve and to holofselves to highest ethical and industry standards of practice.

Case Audits

Case audits are an integral part of our system of checks and balar@8scasgland growing,

we continue to audi#very case on our docket for consistency, rate of resolution, impediments to
resolution, process improvement, and trends monitoring. The processaasumang but
imperativeo asseso U r  oifndact Wesas@udt our cases iRthicsPoint(our case

management system) to ensure consisiEnage noteseviewall open cases for closure or
follow-up,andreview closure notes to see whether further resolution aamiéedor additional
capacity building efforts can be implemeiieclly, weeview race and identity factorsum

cases abeyarereported by visitot® see how identity is playingke in the conflictare are

helping to resolv€ase audits aa¢soour primary tool for identifying systemic trends and emerging
patterns within the data.

Case Resolutions and Outcomes

As part of our case audit® discuss and debrief the resolutions achieved in eadfecasat to
ensure that wesed all of the tools and strategies availalidaseek both the desiressolution
of the individual who raised a concbut,also to determine whetherhvedpedighlight and
provide solutions fany systemic issubat were part of the conflict.

We measure our effectiveniegsartbased on the number of times we achieve the respectful
resolution sought kifae visitor This can becomplex metric to trackrfgeveral reasarfirst,

because thesre cases whete resolution sought by the emplayeg not best serve their needs

and might lead to continued conflict in the fute do our best in those caseprovide

impartial coaching and guidance to the employee and atterpdbtealternative optionsf none

of the options are found by the employee to resolvetmeiernsiwe make our best attempt at

resolving the matter to their satisfactubiiealso ensuring that we do not inflict further harm to

any party involve&econdthe resolution often changes through the life cycle of indhese

instances, we do our best to note both the original resolution sought by the visitor, but also update
our notes to reflect the eventual resolution sought by the visitor at the time the case was closed.

We also measure our effectiveness in a case based on the type of intervention we dodas an office
whether through direot indirect intervention, or referral to formal processes. Tracking the type of

Office of the Employee Ombud
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intervention ensures that we are attempting to do something as an office, evewcavimen we
reach the desired resolution sought by our visitors.

Training Evaluations

Asparof our officeds case management cycle, as
whether there could be some intervention in the form of traniother capacity building

initiativeto prevent future conflicts of a similar natDiscussed in are detail in ou€apacity
Buildingsection below, we have developed a number of trainings and inteniEatiotiining

and interventioarefollowed by a evaluation to help asseswhether thenformationprovided is

helpful, germane, and usable by#r&cipantsAs we receive that feedback, we continually change
and update owrapacity buildingitiatives basesh the data we colle@¥e also monitor each case

and continue to assess wiaretraining efforts need to change and grow to meet the changing
needs of City staff.

Office of the Employee Ombud
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201 Statistics

Systemic Trends: 215Cases
Discrimination Backlog 0]
No clarity orpolicy
Lack c;f cqnlgistency in : 78)/0 ClOSed
isciplire ™
Promotion Issues " 28 Workd ayS
RealRE : average time case
ADA Issues _ _
Conflict of Interest v remains Open

Hiring Processes 202_ CaSeS: 91

No reintegration plan

Conflicts of Interest

Case Resolutlon o

" As inthe previous-year, we have continued to rew@l’fm&ses to
review whether a case was resolved, partially resolved, not resolved or no

action was requestdd. the 202 year, weachieved® elther Dartlal
or full resolution.on 73% of our cases, whil@®shad no -
action requested, and’% did notsachieve resolution.




As mentioned above, our process is highly customized to meet the needs ofdlte oisit
office. In 2@1, our office engaged in the following intervention strategies:

m Back Channel Diplomacy
« Coaching

« Mediation

4 Facilitated Conversation

Definitions:

Back Channel DiplorRagging a concern to leadership without identifying the visitor who
the concern. The goal is to work vetdership to provide information such that they can
address and resolve concerns within their units.

Coaching/orking directly with the visitor on their own communication and conflict resolu
strategies to help them resolve conflicts without diredti@tErvention or involvement.

Facilitated Convers@&twmvening a large group dialogue or listening session designed to t
resolve issues within the group itself, or to raise concerns to leadership.

Mediatiofracilitating a small group dialogue,llys& people only, designed to help the
individuals involved address harms they have caused to each other.

**Training Offer@dorking with the leadership in a unit to identify issues within their unit t
could be improved or resolved through a trgioirother capacity building effort developed
the OEO and customized to usjiecific needs. This was included in our first two Annual
Reports but has since become standard practice in all cases.
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|OA Reporting Categories

Evaluative Relationship i ——— 45%

Peer & Colleague Relationshigs d17%

Safety, Health & Physical Environmentaad 9%
Legal, Regulatory, Financial & Compliance..4 7%
Values, Ethics & StandardSeadl 6%
Career Progression & Developmentad 6%
Services/Administrative IssudSil 4%
Organizational, Strategic & Mission Relgigdl 4%

Compensation & Benefit§ad 4%

The OEO practices to the standards of the International Ombud Association (I0A). We
issues using the I0A Standard Repo@siggories. Each case may include more than ong
category. For example, in a case where an individual is upset about their relationship w
manager and their performance evaluation, we might characterize the case as being b
of OEwalRedataitvonshipdé but also, if thei
prospects, might be an issue of o0Careet
categories are available at the V@Asite

In 94% of our cases, we attempte
_Case referred Qu | informal resolution. Some cases
6% were still referred out later to a
formal process, but the vast major
~ ‘ resolved through informal

— intervention. There were a very sn
number of cases where the
resolution sought was naigsible
through informal process, and in
those 6% of cases, we made the

referral without any attempted OE
intervention.

Case remains
with OEQ,
94%
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Casdoutcomes

We track outcomes for cases in sewengs. Firstwe trackhow the OEO intervenedhether

visibly, behind the scenes, or through referral to formal proéésses. ef er t o t hi s bel

OQut comes by OEQ@urdoalistaundergtamd hiovo we.erigage with cases and to see
whethemwe are consistent in daterventiorstrateges Second, we tragkh et her t he vi si
preferredespectful resolution was achieved, which we réfeloiwa sCase Outcomes by

Respectful ResolutidrOur goal ido track and monitor whether the individuals who are coming to

the office arachievinghe resolution they waly engaging with the OEO process

Case Outcomedy OEO Intervention

The OEO helps an individual without intervenirgll 19%
directly or visibly.

The OEO works directly with all parties involved.to l 61%
achieve resolution.

The OEO is unable to achieve resolution through
informal means, does not intervene, advises on fCM‘léi%
options.

The OEO is unable to achieve resolution throuﬁr‘Z%
informal means and no formal means are available.

The OEO does not take action, but the issu
concern resolves or the individual pursues 14%
options.

Although not specifically statéds ourcommon practice iallcasseto maintain a database of case
trends and track emerging and ongoing systemic Weutb&en continuousigporton those

trendsto leadership/Ve alsoregularly conduct policy ane@ess review in cases to see whether

there was an unintended consequence that could be avoided through a policy change. Included in
the 2019 Annual Report were case examples highlighting each type of intervention, which can help
explain what the interveslook like n practiceYou can access that refduogte

From our202 report toour 2021 repoythe most dramatic changectse outcomes by
interventionwasin the number of cases where our office worked directly with all parties,involved
which went from 2% to 61% The number of cases where our office helped without intervening
visiblyor directly went from 32% to 19%Wehave been more likely in the last year to intervene
directly rather than intervenioghind the scenéeBhis is becausever time, as our office has

become more visible and built more trust with staff, we have beergablétoour vi si t
permissiontint er vene directly i n more cases .to h

Office of the Employee Ombud
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Case Outcomedy RespectfulResolution

Each person who visits the office is asked about their respectful resolution to the concerns they
raisel. We adapt our subsequent interventiorshoeve a resolution that is as close as paossible
thar requestedesolutionln some cases, we are able t@gadtly whaivas asked fowhetheiit is

a better working relationship and communication witheavssgr, or an opportunity to better
understand the expectations of their, etieln other cases, we are unable to acthewesired
resolutionin every case reported to us, we
learn about odeades, units, departmeist

and the larger systemd we use that

learning to helpnprove those areas as
neededIf our assessment leads us to believe
that leadership or process change is
warranted, we raise tmatter directly with
department directors,@t timeswith the
Mayords office.

Partially
Achieved
32%

Our audistell us whether we achieved a full
resolution, partial resolutiom resolution

V..

or no action was requestedha cases we ';': ﬁgi?e” g Achieved
have had throughouttheyegaiA c hi evedd i qzo% %

the chart refers to ¢4 1%ofcasesvhere we
achieved the exact respectful resolution
requestetdy the visitarln manycases,
respectful resolutido our visitors meamsiproved communication, better relationslipslearer
understanding ¢gbb expectationand we are often able to achiénseresolutionshrough

informal interventiord Par t i al | y A anl32%eof ceirccdsesavesiee abde totathieve

someof t he vi sit omManyofdueRartialleAthievedsssxtualiytrepm@gent

where we were able to do a lot within the bounds of an infoouas buthay have needed to do

a referral to another resource to get the res

In othercases, respectful resolution as defined by itioe wigght include disciplinary action or

dismissal of a leader or coworkeN o t A enbansethate 1odof our casese did not achieve

any part of the desired resolution of the visites.not necessarily a failure of our office, but

instead a regnition that we are not always the best resource to achieve the outcomes requested,
such as termination or formal disciplingeviewinghe 7% ofour cases whevee not ed 6 No't
Ac hi 80%adlthose casegherdirectlyasked for the dismissal of a leader orrs@&iiber or

required a formal process to achieve the desired resdfuaidew otherghe resolutiomequired

ongoing engagement from OEOQO, such as building more collaborative lecdatisimghips with

staf. In thosecases, waay have attempteddet to this resolutiaiirough coaching or other

feedback to leadetdowever, thtprocess can take time, and there have been casebevhere
visitordid not see the improvements they wished tagpatrated from their positidrefore we

could achieve a full resolutiartheir casdn cases where a dismissal is sought, we do our best to
advise on formal options where visitors can report their concerns and initiate a formal process that
could leado more formal disciplinary action up to and inclugimgination.

Office of the Employee Ombud
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From the 2020 Reporldggestehangéin cur nprebars i®is thefhengber oft , t
cases noted as @iMNaO20AMmse weral29% ef quu case butcdniethegnd
havegrown to be abol@(® of ourcaseésn t hi s Yd&Nar Acst RemoRtequest edd
those where the visitor wishes to reporssure butloesnot wantto followup to complete an

intakeor provide requested information to offte.Par t of the growth in th
Acti on Req Uielydue b increased oriteeadhosr office has conducted more

outreach, staff at the City are beginning to understand cumdbécoming aware of our office.

Knowing that our office is responsible for systemic tracking, individuals have reported concerns as a
means to let us know that theresgsiemidcssue, even when they do not want any actionitaken

their particular situat.

Many reports are submitteddocument a concern, rather than a request for action in a specific
case. For example, staff may submit a report to share their concerns about a pqlay stvaege
staff did during the implementation of the vaccine atemdother COVID related policy changes,
which comprised about 4% of our cases in the 202Tgeaeport itself may indicate that they
know we likely cannot make any changes to the policy, but that they want our office to be aware of
unintended impacts of that policy so we can push for systemic \Halegee want to intervene

in some way to ipmove the situatiofor every case that is brought to us, there are some cases
where staffiave indicated that thég not want intervention, and we respect their autonomy to
guide the conflict and their situation as they sééefitlake all the informati they provide and

track it during our audit of systemsgues andttempt to use that information to promote positive
systemic change wherever we can.
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Systemic Trends

2020 Trends

Discrimination [ 5190
Uncertainty about policy i 20%
Inconsistency in disciplinary proces$ESiadl 8%
Mistrust of Hiring processeSiaall 7%
Retaliation [l 5%
Disparate Promotion Processes{ 4%
Conflicts of Interest il 3%
ADA process consistencii| 2%

Out of Class Assignmenth 1%

2021 Trends

DisCrimination [ 299%
No Clarity on policy i 24%
Inconsistency in disciplinary processes 4 18%
Promotion Issues______{ 5%
Retaliation 3%
OOC Issues il 3%
Hiring Process |l 3%
ADA Issues [l 3%
Conflict of Interest [l 2%

No reintegration plan| 1%

Office of the Employee Ombud
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